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December 20, 1956 A

Dear Mr. President:

In accordance with the instructions contained
in Executive Order 10656, 6 February 1956, appointing
this Board, and the desires expressed by you in your
13 January 1956 letter to its members, your Board of
Consultants on Foreign Intelligence Activities respect-
fully submits the following report:

I. Activities of the Board

Since February of this year we have been reviewing
the foreign intelligence activities and the related
clandestine political and psychological operations of the
government. In doing this we have:

(1) familiarized ourselves with the national

intelligence effort with primary attention P e
on the work of the Central Intelligence Agencyfﬁgr“\\

and the performance of the Director of Centrall} 8
Intelligence, 5, o

(2) reviewed the studies of intelligence and
related activities made by ad hoc groups over
the past few years noting the improvements
which have resulted from the adoption of many
of their recommendations,

(3) observed selected operations both here

and abroad and, as a test, brought together
and examined the total raw intelligence of

various kinds collected and processed on a

time. The country was .-...... the time the

second week of last May, ~~°°°
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(4) received and reviewed a number of special
reports from the Intelligence Community some
covering in detail specific operations in the
field.

We are now engaged in a comprehensive review of
Those items of intelligence bearing on events in the
Middle East during October of this year which received
the personal attention of the Heads of the key Depart-
ments and Agencies directly concerned with them.

We have requested semi-annual intelligence
performance reports from each of the key elements
engaged in the collection and processing of intelligen®«
information and have Jjust received the first set of these.

To assisT us in our review of the handling of
special intelligence funds we have worked out with the
Office of the Bureau of the Budget a cost report of
intelligence operations which will be compiled annually

.............
---------------------------------------------------------
---------
---------------------------------------------------
-----------
-----------------------------------------------
-------------------------------
------------------

There is evidence, we believe, that your establish-
ment of this continuing Board already has had beneficial
effects, The Heads of the various Departments and Agencies
are examining anew their respective intelligence responsi-
bilities and their inter-relation to our total national
intelligence effort. By queries and suggestions we are
encouraging tnem to do this,

During the course of the reviews we have had
opportunity to make we have formed certain general
impressions of the national intelligence effort which
together wlth our related suggestions are listed below.

II. General Conclusions and Comments

There are, of course, some well=-recognized
deficiencies in our intelligence, but we believe that our
intelligence organizations are fully alert to these and
are earnestly endeavoring to overcome them, These
organizations all appear to be discharging their difficult
duties diligently and, in general, with a gratifying
degree of competence,
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Coordination of the National Intelligence Effort.
We do not believe that drastic changes in the sTructure
of our national intelligence organization are required
to make progress toward some of the objectives we have
outlined below,

We suggest that the Director of Central Intelli-
gence be encouraged TO exercise a more comprehen-
sive and positive coordinating responsibility and

we feel that he can do this withln the intent of
existing laws, If directed and supported by you

in discharging this responsipllity the Director

of Central Intelligence can accomplish much in

the direction of 1lntegration, reduction of dupli-
catlion, and coordination within the national 1ntelli-
gence effort without change in present statute or
organization. A
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To free the Director of Central Intelligence for \2 :
this function we suggest that he be provided with‘iag&y
a Chief of Stalf or EkExecutive Director who, acting
as his "Executlve Vice President”, would relleve
him of many of the management responsilbllities he
1s presently called upon to discharge as head ol
the Central Intelligence Agency - which Agency we
feel strongly at thlis Time should remaln under his
direction.

(A

National Intelligence Directives. We have found a
need for some revision 1n the Natlonal Security Council
Intelligence Directives which now number about twenty.

We recommend that the National Security Council
review these Directives and substitute a more co-
herent, consolidated Directive or set ol Directives
for the conduct of our intelligence activities un-
der today's conditions,

In conducting such review we suggest that the views
of the key elements of the Intelligence Community be
solicited.

IIT., Foreign Intelligence Activities

The Intelligence Communify. Our national intelli-
gence efiort has become an extensive enterprise and it is
growing. The national "Intelligence Community", comprised
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of the intelligence representatives of the Executive
Departments and other Agencies principally concerned
with intelligence operations overwatches this effort
and assists in assuring that the intelligence activie- ey
Cies of those participating in it are conducted on a (3
closely coordinated basis, q%gﬁﬂﬁ?
In 1947, by the terms of a National Security L=
Councll Directive an "Intelligence Advisory Committee",
under the chairmanship of the Director of Central Intelli=-
gence, and with membership from the Intelligence Community,
was eslablished to advise the Director of Central Intelli-
gence and to "maintain a relationship essential to
coordlnation between the Central Intelligence Agency
and the intelligence organizations". This central Jointly-
staffed group (now supported by an elaborate subcommittee
substructureg, which in effect is the staff of the
Intelligence Community, has grown to be more than just a
liaison and advisory group. It plays a very considerable
part in the actual management of the national intelligence
effort and even accounts for it to the National Security
Council in its "Annual Report of the Status of the
Foreign Intelligence Program". This has brought a form
of group management to our Intelligence Community and with
it all the features of that kind of management, As we
examine the present organization of the Intelligence
Community we conclude that, while it is serving a valuable
coordinating purpose, it is designed to serve the country
under conditions short of war. As a consequence, and in
view of the present status of our national intelligence
war planning to which we refer below, we ask the question:
dow well is our Intelligence Community prepared to pass to
and function under conditions of war?®

We suggest that a realistic appraisal of its
existing organization and responsipllities be
undertaken at once, This should be undertaken
directly Dy The Director of Central Intellligence
and ne should report nis appraisal and recommenda-
tions To The Board ol Consultants on Forelgn
intelligence Activities,

Aar Plans. We have found that our national intelligence
war plans range, in some instances, from no plans at all to
others in which plans have been worked out in some detail.,

We urge that action be expedited to bring these
plans to the highest feasible state of readiness
and that a realistic war-gaming of them begin

as soon as practicable,
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Control of the National Intelligence Effort.

Despite his title, The Director of Central IntTelligence
neither by law, directive nor otherwise, 1s the central
director of the total intelligence effort of the govern-
ment. Actually his control of intelligence operations

is restricted to those of the Central Intelllgence Agency.
On the other hand, he does have a broad responsibility

for the correlation, evaluation and dissemination of o )
intelligence related to the national security. @ g
But the "dominant" responsibility for the pro=- g

duction of "Departmental" intelligence ("subject to
refinement through a continuous process of coordination
by the Director of Central Intelligence") rests with the
head of each of the separate Departments and Agencies
represented in the Intelligence Community.

In our Jjudgment this arrangement, with 1its division
of responsibility and despite the elaborate intelligence
committee coordinating mechanism which exists, is not
any longer adequate, Wherever their Departmental needs
are judged by them to be paramount the separate elements
of the Intelligence Community are inclined to operate
independently. This has resulted in an undue amount of
built-in duplication in our national intelligence effort.
It has also generated competition and frictions, some
long standing, which have lmpeded the real integration of
the intelligence activities of the separate elements of
the Intelligence Community.

We are convinced that a strong centralized
direction, under which the resources of the
various elements of The Intelligence Community
would be brought closer Together would do mucn

to strengthen our national intelligence eilforc

and to contain its cost. We therefore recommend
that action toward that end be taken, both through
the National Security Councll and the Central
Intelligence Agency,

Field Operations., We see signs of betterment of
intelligence relationships and in the conduct of intelli-
gence operations in the field as a result of the recent
State Department despatch which directed that all United
States activities in any one foreign locality be coordinated
by the Head of the Foreign Mission in that place, One
Ambassador already has forwarded specific recommendations
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for the field coordination of the collection of political
Antelligence information. The interest of others has been
exhibited by their queries,

IV. Political and Psychological Operations

operations of this government and, as such, affect im- o

portantly the implementation, and even the shaping, of i s

our foreign and military policies, 11* o
7 = P2

We have familiarizegd ourselves with the procedures
prescribed in National Security Council paper 5412/2 for
dealing with these Sensitive operations and believe them
to be sound. We do not, however, subscribe to the methods
presently being employed in the implementation of these
procedures. As far as we have been able to determine
there is no real joint staffing of any clandestine project,
within the intent of the governing National Security Council
document, prior to its presentation to the Special Under
Secretary group established to review such projects.
Approval itself, in the usual case, is a very informal
process. And, thereafter, it seems to us, projects be-
come almost too exclusively the responsibility of the
Central Intelligence Agency,

Ne are aware of the exXtremely delicate nature of
some of these projects and of the necessity for cloaking
them in the highest degree of Secrecy, Nevertheless,
because of their far reaching international influences
and their potentially Significant impacts on much of our
national planning, we are concerned about the eXtremely
informal and somewhat exclusive methods used in their
present handling,

We urge that present practices be regularized to
insure that in all appropriate instances tnese
clandestine projects, (1) receive the benefit

Ol proper joint stalfing ang lormalized approval
and, (2) that both the %E te and Defense Beparfments
oe kept abreast of the developments of these pro-

Jects on a need to KNow basis and, of course,
under tightly guarded Security procedures.

Further, we feel that after careful security
checking and proper briefing the Chief of every United
tates Foreign Mission, to the extent that he may elect,
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should be acquainted with all such operations being
conducted in his area - unless the Committee of Under
gecretaries provided for by National Security Council
paper 5412/2 unanimously decides otherwilse.

United States Information Agency. The Chief of
every Foreign Mlsslon should also, in our judgment, have
knowledge of and be provided with the staff means to
exercise a high degree of control over United States
Information Agency activities in his area. While we
have only casually reviewed the activities of that Agency
it is our observation that a disproportionately high
percentage of. these are of the "unattributed" or "gray"
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is, in our opinion, danger of the loss of control of
activities which conceivably could cause serious em-
parrassments to our Government.

we feel that a definite need exists for the
coordination of the manattributed. . programs
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" particularly in the rielid of propaganda, and we { ;
urge chat_action Toward that end be iniviated LTS
2t once. 1t is our opinion That such action g
could well pegin witn 2 Teview of thne actual
practices which have grown up under The Prin-

Siples to Assure Coordination oF Gray Activi-

Ties” enumeraced by tne Operations Coordinating
Board on 24 Octoper 1953,

V. Other Related Matters

Communications Intelligence. The Department of
Defense 1s the TXecutive Agency of the Government for
the production of Communications Intellilgence. In this
capacity 1t supervises the operations of the National
Security Agency - potentially our pest source of accu-
rate intelligence. Latest estimates reveal that within
the next two fiscal years the annual costs of these
operations will rise above a half pillion dollars.
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To_give proper high level direction to Commu-
nications Intelligence Activities and to insure
that their tremendous capabillities can be ex—
ploited to the fullest we bellieve that they
should have the direct management attention of
a_single Assistant Secretary of Defense. We
therefore suggest that one be deslgnated for
that purpose,

In our judgment the intelligence “break through"
which would yield us greatest dividends would be the
achievement of a capability to break the Soviet high-
grade ciphers, We feel that an essential step in seeking
a solution to this problem would be a successful mobil-
ization of the best available talent in the country to
search out the most promising lines of research and
development.,

We suggest that you lend your prestige to the
recruitment of personnel for such a study. We
suggest that the proposed study mentioned above
might be undertaken, at your request, by the
Science Advisory Committee of tne Offlce of
Defense MobilizaTion or by the Weapons System
Evaluatlion Group (the Institute For Delense
Analyses, Inc,] of the Department ol Defense.

Ae would also urge that greater impetus be
given to tne development by the National Je-
curity Agency of machines and technlques for
speeding up the sifting out of important items
Irom the great mass of information ThRat IS
accumulated dally Trom Communications Intelli-
gence sources,
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Respectfully, ‘
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FOR THE BOARD R

ames R, Killian, Jr,
Chairman

The President of the United States
The White House
Wasnington, D, C,




